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ABSTRACT 

Organizational culture change is a critical yet complex process, often hindered by resistance and lack of sustained 

engagement. This study explores the application of behavior gamification as a transformative tool for achieving and 

sustaining culture change. Drawing from psychological frameworks such as Self-Determination Theory, Goal-Setting 

Theory, Operant Conditioning, and Social Learning Theory, alongside Directive Communication (DC) tools, this paper 

proposes a gamified behavioral framework designed to align individual motivations with organizational objectives. By 

integrating game mechanics related to performance measurment, such as rewards, challenges, feedback loops, thematic 

storytelling, and bottom-up leadership, into daily work processes, the framework fosters intrinsic motivation, enhances 

engagement, and promotes measurable behavior shifts. The study outlines a six-phase model for sustainable culture 

change, emphasizing employee-driven implementation, election of key leaders, and unified goals to maintain momentum 

and deliver quick wins. Key DC tools, including the Colored Brain Communication Inventory (CBCI), Squadli, and the 

Culture Evolution Assessment, are discussed in the context of facilitating continuous improvement and behavioral habit 

formation. Empirical evidence from prior research and case studies supports the efficacy of gamified approaches in 

improving employee engagement, task performance, and organizational alignment. This paper contributes to the field by 

offering a structured, evidence-based approach to embedding gamified strategies into organizational culture initiatives. 

The findings highlight the potential of gamification and Directive Communication psychology tools to drive not only 

rapid culture transformation but also long-term sustainability, providing practical insights for leaders and practitioners 

aiming to create adaptive, high-performing organizations. 
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INTRODUCTION 

Organizational culture significantly impacts employee engagement, performance, and overall business outcomes. 

However, culture change remains one of the most challenging aspects of organizational transformation due to inherent 

resistance and the complexity of aligning individual behaviors with collective objectives. Traditional approaches often 

fail to sustain engagement, resulting in a relapse to prior behaviors. 

 

Behavior gamification (the integration of game psychology and design elements into non-game contexts) offers a novel 

approach to overcoming these challenges. By leveraging psychological principles, gamification enhances motivation, 

engagement, and behavior alignment, making it a powerful tool for sustainable culture change. This paper introduces a 

comprehensive framework that combines theoretical underpinnings with practical applications, enabling organizations 

to achieve and maintain transformative results. 

 

LITERATURE REVIEW 

Psychological Foundations 

Self-Determination Theory (SDT) 

Deci and Ryan’s SDT posits that intrinsic motivation stems from satisfying three fundamental psychological needs: 

autonomy, competence, and relatedness. Gamification addresses these needs by providing choices, measurable 

challenges, and social interactions. 

 

Goal-Setting Theory 

Locke and Latham’s Goal-Setting Theory emphasizes the importance of clear, specific, and challenging goals in 

enhancing performance. Gamification facilitates this by incorporating objectives and immediate feedback into work 

processes. 

 

Operant Conditioning 

B.F. Skinner’s Operant Conditioning theory highlights the role of reinforcement in shaping behavior. Gamified systems 

use rewards and recognition to reinforce desired behaviors, fostering habit formation. 

 

Social Learning Theory 

Bandura’s Social Learning Theory asserts that people learn behaviors by observing and imitating others. Leaderboards 

and social elements in gamification encourage collaboration and imitation of high-performing peers. 

 

Thematic Engagement 

The integration of themes within gamification serves as a powerful tool for enhancing engagement by creating an 

immersive narrative that resonates emotionally with participants. Themes tap into narrative transportation theory, which 

posits that individuals become more engaged and invested when they are immersed in a compelling story. For instance, 

embedding organizational goals into a "hero’s journey" structure fosters identification with characters and objectives, 

driving motivation and persistence (Green & Brock, 2000). 

 

METHODOLOGY: The Culture Evolution Gamified Behavioral Framework 

Phase 1: Assess Current Culture 

Understanding the baseline culture is critical. Tools like the OCEAN Organizational Culture Assessment help identify 

current levels and areas for improvement. 
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The Culture Evolution Model 

The Culture Evolution Model identifies five levels of organizational culture, each requiring specific strategies for 

progression: 

1. Blame Culture: Characterized by low trust and self-preservation behaviors. Leaders must foster psychological 

safety to encourage accountability and innovation. 

2. Multi-Directional Culture: Defined by silos and internal competition. Solutions include creating a unified vision 

and enhancing interdepartmental communication. 

3. Live and Let Live Culture: Marked by complacency and low creativity. Empowering employees and aligning 

personal goals with organizational objectives can drive change. 

4. Brand Congruent Culture: Employees believe in and align with the organization’s vision and values. Continuous 

improvement and leadership development are key to advancing from this level. 

5. Leadership Enriched Culture: The ideal state, where employees view the organization as an extension of 

themselves, demonstrating exceptional collaboration and alignment. Sustaining this level requires ongoing 

leadership enrichment and development programs. 

 

Phase 2: Define Desired Behaviors and Outcomes 

Defining desired behaviors and outcomes is pivotal in setting a clear and predictable trajectory for the organizational 

culture initiative. This phase begins with a discovery process that involves gathering insights from both employees and 

senior management to identify critical behaviors and align them with strategic goals. 

 

The Discovery Process 

The discovery process uses tools like the Colored Brain Communication Inventory (CBCI) and the Management Mirror 

to: 

 Identify individuals get clarity and understand diversity in communication styles. 

 Understand behavioral dynamics that impact team collaboration. 

 Understand the perception gaps between how people see themselves and how others see them. 

 Highlight opportunities for alignment between employee behaviors and organizational objectives. 

 

Implementor facilitators leverage these insights to 

 Engage with employees to uncover behavioral and communication patterns, pain points, and opportunities for 

alignment. 

 Collaborate with senior management to determine pre-agreed outcomes that reflect organizational priorities. 

 

Aligning Predictable Outcomes 

One of the key strengths of this approach is its ability to deliver predictable outcomes that provide comfort to senior 

management. By basing the outcomes on insights derived from the discovery phase, facilitators can: 

 Set fast visible objectives for the change initiative. 

 Demonstrate how the desired behaviors will translate into measurable improvements. 

 Mitigate risks of unexpected results by ensuring alignment across organizational levels. 
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Role of Implementor Facilitators 

Facilitators play a critical role in bridging the gap between employees and management. They: 

 Ensure that pre-agreed outcomes are consistently prioritized during the implementation phase. 

 Act as liaisons to address concerns, provide updates, and maintain alignment. 

 Monitor progress to verify that behaviours are evolving as intended, reinforcing the commitment to the shared 

goals. 

 

Psychological Basis 

This phase leverages expectancy theory, which posits that individuals are motivated when they believe their efforts will 

lead to desired outcomes (Vroom, 1964). By ensuring that outcomes are clearly defined and achievable, the framework 

enhances trust and commitment from all stakeholders. 

 

Phase 3: Design Gamification Elements 

Incorporate game mechanics such as: 

 Points and Rewards: To recognize achievements. 

 Challenges and Levels: To maintain engagement. 

 Leaderboards: To foster healthy competition. 

 Feedback Loops: To provide real-time performance insights. 

 Themes: Create an overarching narrative that aligns gamified activities with organizational goals. For example, 

framing a departmental transformation initiative as a "quest to conquer inefficiency" fosters emotional and 

cognitive investment. Themes contextualize tasks, making them relatable and memorable. 

 

Psychological Basis for Themes Themes engage participants’ emotions and cognitive faculties, enhancing focus and 

motivation. Research shows that narratives improve learning and retention by framing information in a meaningful 

context (Green & Brock, 2000). Additionally, themes fulfil relatedness needs from Self-Determination Theory by 

creating shared experiences and fostering a sense of belonging. 

 

Using Squadli-a behavior gamification and feedback tool-facilitators support employees to create the behaviors they 

believe they should have to achieve the culture change results, highlight progress, and the people who make it happen.  

 

Squadli is an essential tool for advancing behavior gamification principles in organizational culture change initiatives. 

It provides measurable advantages through real-time feedback, accountability, alignment, motivation, predictive 

analytics, and personalized development. These features align directly with gamification strategies, creating a robust 

framework for sustainable transformation 

 

Real-Time Feedback 

o Squadli’s real-time tracking aligns with the emphasis on immediate reinforcement. Employees can see how their 

behaviors impact goals, fostering continuous improvement and alignment with organizational objectives. 

Supported by: Operant Conditioning (Skinner, 1938), which highlights the importance of immediate feedback in 

behavior reinforcement. 
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 Transparency and Accountability 

o The platform creates transparency in performance metrics and establishes accountability, aligning with focus on 

measurable and trackable progress in gamified systems.  

Supported by: Goal-Setting Theory (Locke & Latham, 1990), which emphasizes clear goals and measurable 

performance indicators. 

 

 Alignment of Individual and Team Objectives 

o Squadli bridges individual contributions and team goals, fostering a unified effort toward culture change. It 

highlights areas of collective improvement and individual impact. 

Supported by: Social Learning Theory (Bandura, 1977), which underscores the influence of collaborative efforts 

on behavior modeling. 

 

 Motivation Through Recognition 

o Gamified leaderboards, badges, and instant recognition motivate employees to engage actively in culture 

transformation initiatives. Squadli ensures quick wins are celebrated to sustain momentum. 

Supported by: Self-Determination Theory (Deci & Ryan, 1985), which identifies recognition as a driver of 

intrinsic motivation. 

 

 Predictive Analytics 

o By using predictive insights, Squadli identifies potential roadblocks in behavior shifts, enabling proactive 

interventions. This aligns with gamification philosophy of data-driven adaptability. 

Supported by: Expectancy Theory (Vroom, 1964), which connects perceived effort to expected outcomes. 

 

 Personalized Development 

o Squadli’s personalized feedback mechanisms enable tailored coaching and skill-building, critical for sustaining 

long-term behavior change. 

Supported by: Individualized development theories, including Feedback Intervention Theory (Kluger & DeNisi, 

1996), emphasizing personalized, actionable feedback. 

 

 Resurrection Mechanisms: A Unique Gamification Innovation 

o The concept of resurrection mechanisms introduces a groundbreaking dimension to gamification, particularly in 

the context of sustainable culture change. Unlike traditional gamification approaches that primarily focus on linear 

progress and rewards, resurrection mechanisms offer participants the opportunity to "reset" their progress 

periodically without penalizing their overall engagement. 

 

 Key Features of Resurrection Mechanisms in Squadli and Gamification 

o Periodic Reset: Employees are given opportunities to start afresh within defined cycles, renewing their motivation 

and focus. 

o Eliminating Fear of Failure: By allowing resets, individuals feel less apprehensive about making mistakes, 

fostering a culture of experimentation and innovation. 

o Reinforcement of Continuous Learning: Each reset acts as a checkpoint for reflection, enabling participants to 

refine their strategies and improve outcomes. 
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Phase 4: Bottom-Up Implementation and Leadership inclusive of Gamified Systems 

Deploy tools like Squadli to track and gamify daily tasks. Ensure systems are user-friendly and provide instant 

gratification to sustain momentum. 

 

A key success factor in gamification framework is empowering employees to drive implementation while receiving 

strategic support from senior management. This approach accelerates execution and fosters ownership. 

 

Key Steps 

1. Elect Leaders: Employees select a "Commander" and two "Generals" to lead the initiative. These leaders serve as 

bridges between employees and senior management, ensuring clear communication and access to resources. 

2. Unified Focus on a Common Enemy: Identifying a shared organizational challenge (e.g., inefficiency or 

miscommunication) unites employees under a common goal, fostering collaboration and urgency. 

3. Resource Allocation: Elected leaders work with senior management to secure the necessary tools, time, and 

support for successful implementation. 

4. Quick Wins: manifest themselves with instant feedback on behaviors that will support objectives (using Squadli) 

rather than waiting 1 or 2 months for the objectives themselves to be visible. The Culture Evolution process itself 

has shown visible results within 4 days which maintains momentum and motivation to continue the culture 

initiative. 

 

Research shows that small, early victories boost engagement and reinforce belief in the process (Kotter, 1996). 

1. Quick wins are essential for maintaining momentum and ensuring the initiative’s success. These wins are often 

framed as steps toward achieving the Ideal Work Environment, a vision shared across the organization. By 

highlighting tangible improvements such as streamlined processes, enhanced collaboration, or improved workplace 

morale, employees can see the practical impact of their efforts. 

2. The visible progress aligns with behavioral reinforcement principles, as employees are rewarded with 

immediate, observable outcomes that reinforce their commitment to the initiative. Moreover, seeing progress 

fulfills expectancy theory, which posits that individuals are motivated when they perceive their efforts will lead to 

desirable outcomes (Vroom, 1964). 

 

Psychological Rationale This approach aligns with empowerment theory, which posits that individuals who feel 

ownership over initiatives are more committed to their success (Zimmerman, 1995). Additionally, the bottom-up 

structure leverages peer influence and reduces resistance to change by embedding leadership within the workforce. 

 

Phase 5: Monitor and Adjust 

Regularly review analytics to track progress and adjust gamification strategies. Introducing "resurrection mechanisms" 

allows employees to reset goals, fostering renewed motivation. 

 

Psychological and Practical Impacts 

1. Intrinsic Motivation: By reducing the fear of irreversible consequences, resurrection mechanisms encourage 

intrinsic motivation to engage with tasks. 

2. Behavioral Habit Formation: The cyclical nature of resets fosters long-term habit development, as individuals 

can repeatedly practice and improve behaviors. 
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3. Enhanced Resilience: This mechanism builds psychological resilience, as employees learn to adapt and recover 

from setbacks. 

 

Applications in Organizational Culture 

Resurrection mechanisms are particularly effective in: 

 Performance Management: Employees can refocus on performance goals after each cycle, ensuring sustained 

engagement. 

 Skill Development: Periodic resets create opportunities for iterative learning and improvement. 

 Team Collaboration: Teams can collectively reassess their dynamics and strategies, enhancing cooperation and 

alignment. 

 

Resurrection mechanisms provide a dynamic layer to gamification, setting it apart from traditional models and ensuring 

deeper, more sustained cultural transformation. 

 

Key Influencers vs. Change Ambassadors: A Strategic Shift 

A critical differentiation in this approach is the emphasis on Key Influencers rather than traditional "Change 

Ambassadors." Key influencers are individuals within an organization who wield significant social capital and possess 

the ability to inspire behavior changes organically among their peers. 

 

Why Key Influencers Are More Effective 

Social Dynamics and Peer Influence 

Key influencers leverage principles from Social Learning Theory, which emphasizes the impact of observation and 

imitation. Their established credibility and natural authority within teams make them powerful agents of change, as 

their behaviors are more likely to be emulated than directives from appointed ambassadors. 

 

Psychological Safety and Trust 

Unlike appointed change ambassadors, who may be perceived as representatives of management, key influencers are 

viewed as peers. This alignment fosters greater psychological safety and trust, reducing resistance to change. 

 

Behavioral Reinforcement 

Key influencers consistently interact with their peers, providing real-time feedback and reinforcement of desired 

behaviors. This ongoing presence ensures that cultural shifts are normalized within daily operations, rather than being 

seen as a one-off initiative. 

 

Limitations of Traditional Change Ambassadors 

Change ambassadors often lack the organic influence necessary to inspire grassroots change. They may be perceived as 

external to team dynamics, which can lead to resistance or superficial compliance rather than genuine engagement. 

 

Applications of Key Influencers in Gamification 

1. Modeling Gamified Behaviors: Key influencers actively participate in gamified systems, showcasing their 

efficacy and encouraging peer adoption. 

2. Promoting Resilience: Through their engagement with resurrection mechanisms, key influencers demonstrate the 

value of resets, reducing stigma around failure and fostering a culture of learning. 
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3. Sustaining Momentum: As cultural champions, key influencers maintain enthusiasm and alignment with long-

term organizational objectives. 

 

The focus on key influencers aligns with psychological principles and leverages social dynamics, making it a superior 

strategy for embedding and sustaining culture change compared to traditional approaches. 

 

DISCUSSION 

The gamified behavioral framework offers a holistic approach to sustainable culture change by combining 

psychological insights with practical applications. At its core, this framework ensures: 

1. Employee-Driven Initiatives: Empowering employees to elect leaders and identify challenges fosters a sense of 

ownership and commitment. 

2. Unified Goals Through a Common Enemy: By rallying employees around a shared challenge, the framework 

enhances collaboration and eliminates silos. 

3. Quick Wins Through the Ideal Work Environment: Early visible results boost morale, build momentum, and 

validate the initiative’s impact. These visible wins demonstrate progress toward the ideal work environment, 

solidifying belief in the process. 

4. Innovative Mechanisms: Tools like resurrection mechanisms and thematic storytelling sustain long-term 

engagement by addressing potential stagnation and reinforcing motivation. 

 

RESULTS 

 Increased Engagement: Employee participation and visible results lead to higher motivation and stronger 

alignment with organizational goals. 

 Accelerated Implementation: The bottom-up approach, supported by senior management, ensures rapid 

execution and minimizes resistance. 

 Predictable Outcomes: The integration of discovery processes ensures alignment with management’s pre-agreed 

goals, reducing surprises and fostering trust. 

 Sustainable Culture Transformation: Through continuous feedback, collaborative leadership, and thematic 

integration, organizations achieve enduring cultural shifts that support performance and innovation. 

 

By integrating these elements, the framework addresses common pitfalls in traditional culture change methods, such as 

lack of buy-in and prolonged timelines. This approach fosters a resilient, adaptable workforce capable of sustaining 

long-term organizational success. 
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